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Attacaed is an initial report drafted by tae Center's
yesearca team on tie role of CIA intelligence support for
the conluct of foreign and natiosnal security policy. It
does not attempt to reaca firm conclusions, »ut rataer seeks
to state tae basic issues and questions in a neaningful way
and tacn to establisa an appropriate franewori for furtaer
exploration.

The thouzits recorded here stem from a careful realing
" of the pertinent intelligence literature and from discus-
sions wita some 35 Agency officers .0 are in frequent con-
tact wita policy makers and thizir staffs. Tue team .aas, as
yet, undertaken no systematic interviewing of policy people,
taougn it is aware of certain of tae comments madzs in tae
recent past uy raniing officials on tae policy side. iow
best to procced wita taat phase is still to be decided. In
the immediate future, tae teanm will zive attention to a
nunber of case studies as anotier avenue nf approacia to
‘ascertaining waat impact CIA jntelligence ma.es (or saould
make) on particular policy issues of major importance. It

-

will also complete its interview process wit.: Agency personnel.

will be plea
liminary effort. The mailing address 1is

OTR/I11/CSI, Room 1036 -Caamber of Corrasrce suilding; tae
teleplione numver 1is extension 2193. ‘
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CIA Intelligence Support for tie Coniuct of Foreign

and Jational Secﬁrity Policy

An Initial Peport From tae Center for tae Study of Intellizence

"Tuere is no p:1ase of tae intelligence
business wiica is more important taan
tae proper relationsiin between iatel-
ligence itself anl tae people wao use
its proiduct. 71ily enouga, tais rela-
tionsaip, waich one would expect to
establish itself automatically, does
not do tais. It is establisaed as a
result of a great Jeal of persistent
conscious ufFort and is ll'ely to
-disappear waen tae effort is relaxed.’

.

Tais quote from Sierman fLent's Strategic Intelligence

For American Jorld Policy (1247), is but one of a number of

perceptive observations contained in the intellizo>nce literé-
ture. Yet as helpful as suca thoughts are, trey do not con-
prise a couerent docérine applicable to the actual relation-
ship waica has developed over the years between intelligence
producers and policy makers., Tac model trnat tae literature
descrives is, in fact, starkly oversimplified.
The policy maker, as posited in the literature, assen-
~bles information relevant to nis'problem, reighs policy.
options and their implications, and procweds to select 2
course of action. Intclligence provides. tiae factual and

interpretative background and projects i'e probable impact
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and consequences of altexnatlve strategles. ‘The]intelligence

producer nas a 51zeable, yet carefully dellneateu role,

1 r

and

is aJmonlsied to guard a"alnst too 1nt1ﬂate an 1nv01venent

(-.-', -."'.

in the pollcy mak 1qo Droeess 1est Ae com:romlse ais 1ﬂpar~

ISR . C e
KON o, I . ,

tlality and oaj=ct1v1ty

an

If tnere ever 1as sacx an 1dea112ei systen it is surely

not in ev1dence toiay. . ore sop31st1cated analysis of policy

making descrloes an 11tr1cate systen of Auman.and institu-

tional 1nteract10ns in whica trad1t10nal concegtuallvatlons

of tae ro e 1nt91110ence plays are no longer very useful,

Intelllcence of 1cers have cone to attacn less 1nportance to

the alleged dancnr of being "too close” to pollcy nan1no ‘and

more 1mportance to the Llfflcult tas’: of COﬂtrlJutlng effec-

t1ve1y by prov111ng a1ga quallty products and serv1ces tnat

sa. el YA

are tlﬂely and rnlevant to pOllCY ua“ers' concerns.

e -
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THE POLICY PEOPLEZ: e iwee oy

..A sine qua non for examining tae relftion511p of CIA

_ intelligence to the formulation of foreig- and national

security policy is-an adequate descriptio of the policy

I

¥ m .
IR

audience. Taere is a‘' tendency to think. 0" policy as being

formed largely or entlrely by a few at tie very top--the

‘ Pre51dents, the sundys, tae Qostows, and tne ¥issingers..

Unquestlonahly suc.a flﬂures play a key ~9Le, espec1a11y in

crisis situations, but taere also .s a .r2at corpus of pollcy

ey
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that. 1s .made or 1nf1uenced by otmers--oy tne 1ncrenenta1

day- ~to- iay dec151ons of country desn and enuassy offlcers,

TS L CAR

by tae staff people Wao wrlte fea510111ty stuiles for txelr
prlnc1pals, by t1° 1nnovat1ve sugceatlona of,hsay,:gunlor
MSC or 1SA ofxlcnrs, ani éven by congresalonai aideéh

Some pollcy dvc151ons rest on Jellaeratlons )y a very‘
feur; otnera sten Fron rﬁconnendatlons of a 11g1 level body
reviewing tae worn of a nliﬂle level con11tten't1at nlas.
derived from a serie§ of optlons fornulatel at a .lovwer
level on tné bésis of 1nnu+§ from tae next 18V°1 Adown.,
Pollcy ‘also 1s made by muddllng throuwa in tne nliile and

™
1

even oy uncnecrﬂd monentum at txe ootton.‘ hus, pollcy

makers must oe tnouvnt of as many and varled. Whether the
deternlnatlon oF a pollcy occurs 1101, 1ow oT. in- Jetveen,ip
tne snt of pollcy people 1nvolved Ulll not be prec1sely tne
same for an 1nternat101a1 econnnin déélSlOn as for a forelﬂn
political one, and not tae same for a strateglc weapons
matter as for either a political or an econnmigfissue,-'ﬂor,
of course; will the set‘of“péople'considéring caanges in

. policylin{the fiddle Zast:be tile same as faose involved in
working out arrangemernts concerning Latir America. Tae’

opportunities'fof inteclligence input to 1olicy azking differ

.
-‘-

widely from case to case, - el i b oo Lget sl

z

It nust also be recognized that po’ icy makers--whether
ébnSidered as individuals or in 'gréupir :s--are diverse in

. ..,.‘3‘.'
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interests, concentratlons, and wOrk1ng styles. Such

-~ - 'L‘-A,

differences are usually easy enougd to percelve but 1nte1-

ligence producers lauor1ng to prov1de day-to-ua; support are

not as actlvely aware as. they nigat be of tne partlcular

proolems or opportunltles wihicir- nay be 1nvolved As pro-'“
ducers consider ways of 1mprov£na 1nte1119ence pollcy rela-
tionsiips, a thorougq understand1no of thae attr1outes and |
idiosyncrasies of important policy figures would seem to

be essential.

" “Perhaps better recognized are the sweeping differences

in attitude and approach between policy makeré; on the ane
hand, and intélligence producers on tae other. Tie c¢aar-
acter of policy makers' tasks, the inmperatives to waich
they respond, tae range of demands upon tnéir time and
energy,:tnelr activist inclinations, all these tend to
limit intelligence producers' access and impact., It is
ascertainable--without intaniewing df bol‘inﬁ policy
people--taat taey regard theﬂselves as Aav1ng certain
expertlse and ample SOpllSthatlon t1at ‘tliey are accus-
tomed to thlnklng, 1nterpret1ng and pro;thlng, as well as

to operating, and that many of them have long focused on

‘foreign political affairs. Tiey value irtelligence stpport,

[ ¥ IR

but ‘'some kinds muci more tian others. ‘Thzy like hard--or
' hard loo‘lnd--facts more tian tley do "*pllcated ‘formula-
‘tions or p41losopa1cal arguments, and t:3 1o not draw the

: i : . R L ._4- e
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same dlstxnctlon lntelllbence pr0uuccrs.ir;ﬁ SRONERTRLE FULETE
and "flﬂlSled 1nte111rence._ P011cy maAers apprec1ate “'ﬁ;gfff 0
receiving from jntelligence taat uaxc; they cannot--or SRS
cannot,eff1c1ent1y--prov1de for tnenselves. " faey gspe- SRS
cially value a unique 1nte1110ence 1nput; thé jmportant e
piece of 1nformat10n oT analy51s tnat is unoatalnablell’

“4,

elsewhere.

SO /2 ARBITPARY CATEGORILS _
/_ R -
A flrst step toward. examining nov tae Agency'stintelli-
gence relates.to policy making.is to. cateoorlze and define
the support we now prOV1de.; On tae pasis of t1e teaﬂ s
reséarch so far, we would divide tais support into txree -
categories: Broad Spectrum erortlng ”ustomlzed Serv1ce,
and Independent Ant1c1patlon. -Thesélgategqxiesware not

STATSPEC
rigid and there actually is a great d¢a1.9£ dey}ap.

3road Spectrum Peportlno prcvided iglsggh_foxms\as'

current intelllgence publlcatlons and

keeps a core of top pollcy officials and a cqrpa of otners
'appralsed of worlddlde pol1t1ca1 econonlc, mllltar), awd
otner, developnents. This 1:epc>'rt:1nfT prov1des a conveqlent
way for pol1cy peopie 4o stay in touct with eventg?qgt51ie
eir oun areas of exgertlse “and to makeé sure they Aaveﬁ't

missed anytnlng 1qportvnt within’ tnelr d)\11n5. It can also

call attention to Just acqulred inforna’ 1qn, prnconvey a

5=
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partichiaii&:inciéivé analytical or interpretive insigut
useful even to aan area expert. . - Hee'S L S

Customized Service is more: specialized, and to a

somewhét greater extent is keyed to specific consurner con-
cerns. It may bé’supplied'in réspohse to specific requests
by policy people, special needs ferreted out by NIOs and
others in f}eqhent'dontact wita consumers, or unstated con- -
cerns that intelligence officers became aware of. 'Examples
include inteliigence support to tie SALT and *IBFR delecza-

| tions, specially prepared OJER memoranda, some NIEs, and
other‘anélytical papers and products produced by various -
Agenéyféémpoﬁents. ‘Some offices have recently Jemonstrated -
their ability to perceive needs and mdve speedily to fill
them. OGCR's éupport’for Middle East peacemaking efforts 5
and tfie’ Law of the Sea negotiating team are cases in pq?nt;
Not all of this kind' of service is of pptimum‘uséfulngss to

~ policy makers, since securing the customers' regulaf and
helpfﬁi guidanéeléan be so diffi;ult, especially when they
‘refrain from confiding taeir own plans and activities. The
fact ;ﬁat intelligence prodﬁcers cannot g=t the full guidance
they'ééﬁld‘like inhibits their responsiveness. At tiie same
time, it:diﬁinishes ;ny danger that:intelligence will become
engulféd 13% ﬁblicyAmaking'throdgh”anfénfdusidstic provision

of customized service tllat causes intel™igence producers'to

b . i FEE

[}

~ Approved For Release 2001/03104 . CRRBEEd bdesono00s00080001-0

}

. g
. -qui'_ E ,;o_r‘ PO



i . -
SR o' e "
A A S O ¢

Approved For Release 2001/o3/0&9&?&#&%’-‘0{)630Aoeosoooéboo1-9

.

R . .

) LY T TR S - . . ' I
P LA ) { i, .ﬁ\lh N et .“-. L.,

overlook or 1gnore 1mportant 1onger ranae 1ssues 1n tneir_

effort to tend. to a. consuﬂer =3 1mmed1ate concerns..' . -{;5 L

Independent Ant1c1nat10n is supposed to Help guard

aoalnst this danger. tﬁrougn thou At processes almel at

suovest1nc alternatlve ways of loo 1no at current pro:-
lems and identifying and tgacklno otners taat pollcy people
eitiher have yet to @epceive;on.lacn tne tlme or 1nc11net10n
to cope wita. | | )

Tais function is pursued tarough a variety of ana-

lytical work done in OPR, OSR, OWI, .0SI, ncI, C)ER etc. as’

well as in much of the estimative. effort carrled forward
. b I
through the HID system., DBut. muca more taaa t1e proiact101

of papers is required:. 1ntelllge1ce of flcers must try to
anticipate discontinuities as "ell as contlnuatlon of |
trends: ‘analysts nust senool tnenselves to tdlﬁ tae Qn-
tﬁ1nkaole' and . managers must, . oe ready to. releploy resources

in preparation for future demands._ _

-
fl

.Intelligence producers W30, want t]ClT efrorts to play
a neanlngful role in pollcy ﬂahlng nust be prepéreﬂ to a

de11ver information in all taree categor1=s v1a a ranwe

~ of products and Jerv1ces geared to tqe rea;ltles an& cem-
p1ex1t1es of the pollCY makers' worla.; A llrer51ty of
1nte111gence 1nputs dellvered fo vafledkpollcy audlences#"
enhances tae 1npact of 1ntc1110ence a} n'1t1p1Y1n" 1ts
channels of entry into the policy maxin? process.

-7-
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SOME TENTATIVE FINDIVGS
CERCIPN B 2 1 1 S IR LS F e RS LT S

Discussions UltJ a cross- sectlon of senior A ncy

officers, many of waom are in reaular contact w1ta pollcy

PR S -3

people, have pronpted tqe researcn tean to recorﬂ some

preliminary observatlons on tae state of CIA support for
Ly - N ':, ST w

foreign and natlonal securlty pollcy

R 0""

--A diverse assortment of Agency products and

-

services is oelno suppllei to a w1de varlety

[ I

of policy people. Our channels of entry 1nto

the policy making process 1nc1ude some at or

near the top, many more oelow add a few tnat

Y

are little kXnown w1tn1n tne Avency 1tse1f
--A 510n1f1cant 1nte1110ence 1nput 1s nade by

word of mouta ratqer tnan tne prlnted péaE.
Oral brlefln"s fa0111tate éensumer feedbac
and producer fespons1veness. xae pereéhéf
) contacts 1nvolved may also serve to-nélpw‘ ;
build confldence in the value of;éae 1ntele:'
EEDA

ligence product. It may be, oreov 3r tiat

the modus operand1 of 1lgH level pvllcy

people is sucn tndt tne only way to 1nsvre

cont1nu1ty in taelr recelpt of 11?01110ence

1s througﬁ reoular oral brleflno-.~
-r.

— --The 1mpact of flnlshed 1nte111ge .c2 'varles

’ i -

S1gn1f1cant1y w1ta dlfferent klrls of

ol -

| -8- |
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'is uﬁ;qﬁ;;vofj;Bf readlly obtalnaole else- SELR L
‘i'wﬁe}e or 51mply because 1t is 1mne41ate1y
‘recoanlzable and understaqdaole w1tnout
interpretation, explanation,. or ana1y31s.

Intelligence pfoducefs are in a service industry and
are obligated to insure taat pblicy makers -are aware of
what intelligence is doing and can do in their oeaal;,
but consumers are under no corresponling ovligation to
use the intelligence taey receive. Intellizence alnoét
alﬁays will be only one among a number. of sources of infor-
mation available to policy makers, and their decisions nay
be sihaped by personal, bureaucratic, political, or otuer
factors having nothing to do wit@ fhe intelligence input.
There are instances wiere intelligence directly and per-
ceptidly shapes policy, such as SALT and IiBFR, but these
are likely to continue to be the ;atﬁer exceptional cases.

Tais state of affaifs almost certainly will continue
.in the face of institutidnal and petrsonnel changes~in tae
policy aierarcay, and'intelligence produc=rs will inevitaoly
have to maintain a "persistent conscious Fffort",tp“play a
meaningful role in the policy making proeuess.,. "le may never
attain the degree of impact‘we would-liks to have at tae
highest policy making levels, but there is likely to always

be plenty of opportunity for less dram:;{q success anong
‘-.'.10_~ R
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the staff people wiose 1deas eventually percolate to tne
top. Tae 1ncrenental 1np1ct of 1nte111~ence on these pollcy

people tenls to be 1nv151a1e, out tHe cumulatlve 1mpact on

-
- . ‘s

policy making is con51dp:gale.__

FOCI FO7 FURTHER STUDY -~ =+ - ¢ 7.5 ..
Thé‘reseaftﬁ team beliecves ‘that ‘the matters listed
below are among those wdfthy cf'more,-in-depth.consideyation:
-yWhether intelligence producers can profit'frém Co
a”beffer'uﬁderstanding of the dynamics of policy
'jmékiﬁg'ahd, ifhso, waat should be the nature of
'thé'iéaining process. D e
-Aether it is possible to -develop -a clearer,
‘and more c&ﬁpléfé,'ddctfinélfexposition‘of
"ﬁﬁatrdﬁf’infelligence products are designed
:fd“écébﬁplish so aéfto'help us evaluvate.con-
" surier feedback more teaii§tica11y;";5=.* T IS
“Limetier we can expand our chanhéls'af'entfy-
'ihto:tﬁé'poiicy making process ‘so~zs to .
incréase tae amount and- relevance nf intel-
11gence support ‘provided. -~ 0 .,5.'?‘ S ‘;3}A
© Whether we can ‘improve coordination (and - .
tnus enAance ef‘cct1Veness) of ou: w‘ole-.-_ ’ 3;q13:
:range of contacis and relationsa®ps with '

.
» o N TR

“‘policy makers. S A

e

- ...1'1... -
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--Thether we can develop fuller confidence on
tne'phrt‘of‘pbiic&'makers in the quality . and -
utility of our products. sl e

.aPWhether,:aﬁd in what_particufaf spasres, 'a
défidient,kﬁowledge’of our country's own

:'plans and actions, prevents our prqﬁiéion'
of useful intelligence support.'

~-Wnetaer we can insure that in our eagerness

: to improve our broad spectrun repqrtiﬁg and
provide better customized service we do not
neglect tae equaily important need for more
.and better independent anticipation.

-=Waether by attempting to fulfill consuners'
needs we riek moving too far into areas that
could, and perhaps should, be served ny other
governmental orﬂaulzatlons.

-»'Taetier tae policy audience requiring intel-
ligence support will grow markedly as the
legislative branch of our government iu-
creasingly asserts its prerogative; in foreign
affairs. (The overall Congressioa:zl aspect of
intelligence support is probably vorta aﬁ

independent study).
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--Whether there is & need for .a more systematic.

approach to the profis.ion, of intellizence via

oral Lriefings. e
. - \.--‘ .. L IR Sed .
Tie researcha team will proceed to explore these and
otaer areas. e thank th,e many Aoency offlcers wio nave

already assisted s in the study and invite questions and

comments. .o T L
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